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Enterprise’s internal control is an indispensable part of the enterprise’s 
management system. It is the most basic work as well as the assurance of the 
enterprise’s survival and development. In the increasingly fierce market competition, 
it is also one of the core competitiveness of the modern enterprises. How to establish a 
scientific and reasonable internal control system and effectively implement it has 
become a compulsory subject for enterprise to maintain its survival and sustainable 
development. 
Seen from the current actual situation, the internal control of quite a number of 
domestic small and medium-sized enterprises - either private or state-owned - is weak. 
The problem is very serious, thereby affecting the economic benefits of small and 
medium-sized enterprises and hindering the sustainable and healthy development of 
small and medium-sized enterprises. 
In this paper, the author takes the current situation of internal control of A 
pharmaceutical sales enterprise (hereinafter referred to as "A company") as the object 
of a case study. The author first outlines the research background, research content, 
theoretic framework, research methods, innovation points and deficiencies, then 
briefly reviews the internal control theory, illustrates that internal control is an 
approach to continually improve enterprise development in the development process 
of enterprises at home and abroad, which has a solid practical basis and is also 
continuing to improve itself so as to objectively learns about the development of 
internal control as well as its role in the enterprises. Then the author points out the 
problems of A enterprise from the perspective of internal control from the overall 
level, business level and report level, conducts analysis, address the concrete methods 
to solve the problems, puts forward concrete improvement suggestions and methods 
in view of the problem analysis of A company from the overall level, business level 
and report level. The last part is the conclusion and enlightenment, the author puts 
forward some suggestions and limitations of the internal control and states that 
scientific and reasonable internal control construction will bring possible good 
development prospects for enterprises. 
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2008 年 12 月，A 公司因拖欠款被多家公司起诉，起诉金额为 360 万元，受




多万元，应付账款为 2800 多万元，账面直接亏损为 300 多万元，并且应收账款
全部集中于两家医疗机构，由于对方经济亏损和合同纠纷原因，迟迟无法收回，
导致托管的分公司资金无法周转，从而直接涉及主体的 A公司。  
根据 A公司的财务报表，A公司 2008 年度净利润为 56 万元，扣除无法收到
的托管费 300 万元，实际为亏损。而当时 A公司全资药品零售企业的销售为 8000
万元，并由于自 2003 起，国家开放药品零售市场准入，A 企业每年约为 6%销售
额下降，而药品零售行业平均以每年20%的增长率在增长；A企业毛利率仅为23%，
而同业毛利率平均在 40%左右，A 企业的毛利率也属于偏低。而 A 公司的批发业
务销售额为 5100 万元，同比下降约为 10%，毛利率为 4%。 
2009 年 A 公司领导班子调整，并进行一系列的改革。主要是组织架构改革，
从原扁平化的事业部架构调整为垂直架构；门店员工奖金从历史奖金作为主要参
考，调整为以销售额比例作为提奖总额的主要依据。门店销售自 2009 年出现好
转，至 2015 年达到 1.6 亿元 ,年增长比例约在 12%左右，同时重新遴选供应商
和商品，毛利率于 2010 达到 35%。但随着经营状况的好转，内部的权力斗争日
趋明显，无新的或进一步改革举措。2010 年 8 月领导班子调整，随着 10 月份业
务主管调整，零售毛利率至2015年下降至30%。对医院批发业务2008年度至2010
年年增长在 30%以上，但从 2011 年增长减缓，2015 年同比销售下降 10%。 
2011 年 A 公司将曾托管的分公司的《药品（批发）经营许可证》，以 150 万
元的作价比例与某医药投资公司合作成立 C医药公司，股份占比 30%，期间曾有
人指出，合作方市场资源有限，经营风险较大，合同条款和企业章程不尽合理，
可能存在逼退小股东的风险，买卖企业可能性极大。至 2014 年由于 C 医药公司
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作过程中，对 A 公司内控情况有了全面了解，可直接了解到 A 公司内部的财务、
业务数据等；其次是通过与同类型医药销售企业的交流中取得信息，或在其它医
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